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Discussion Plan (continued) S
conference leader. As complete a charting as possible
should be made under this heading. ("To whom is conference
leader responsible?" '"What is the neature of his responsi-
bility?" etc.). 1In this vay, Chart 1 can be directly and
fully developed on this subject.

The lcader shovld then endeaver to dcvelop a statement
covering the Yconcept of ccnference leadershin" (the leader,
is, vith respect to the group, a r2latively passive, yet at
the same time & stimuwlating, directing and controlling
influence;) the group should Lcrm*ltte a definition, ané so
chart Prﬁeflv Chart io. 2 on tle Concepnt of Conference
Leadershirp,

The leader should then plunse with the group into a full
crnsideration of the qualifications nceded by a good conference

leadﬂr and he should stress the ianortance of what is called
'personality' in this connection,

The leader may, hins«1lf, sey sz fow vords or zot from the group
a few ideas as to the conference leader's role and influence
as a Parsonncl Officer, but he nced neot chart anytiiing in
particular on this prhasc, :

Then by asking "What must the lezder do to insure a succcessful
conference?", Chart 3 on Things tho Leador iust Do, may be
elicited readily. C

Tre lecader may then ask the -oppositc qucstion, "What are the
tl:ings the leader mvst be surc to avoid d01ng°" and sc dcvulop
Chcrt 4 on the Thinzs the Lcacbr Luqt not Do. oot

The lbsdcr nmey then sunnarwzg the cerdinsl attributes ndcessarily
(paralblllnr thie points priviously madc rcspoecting the conforcence
lecador's attitvde), for the grour, without necessarily chacting
ti.cse on the board,

Then, by asking such questicns as "Has the lceeder any special
ot:ligations vith resnact to the groun?', "Is hc, in a’soense,
morally rasponsible for it?", and "What do you tiink mizht
constitute the elém;nts of a confurence leadcr's othlca' code?",
the lcader may draw thiz grour in%o the development of Chart 9,
the Confereonce Lcader'“ Ethlcal Coco.:

He may then procecd directly into a survey of typical situations
involving use of the c¢thical code and so develop Chart 6 on this
subjoct, (Ho may mention onc of these QltUa110QS “himself, and
gct otliers from the sroup, if he wish:s,) S
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Discussion Plan (continued)

The leader should then turn to a consideration of the
qualifications necessary for a conference leader., He may
ask "What attributes of rersonality, character and
intelligence should a conference lcader have?" He

should neve ne @ifficulty in developing this topic readily
with the group in Chart 7 on this subject.

He may then ask the group for contributions as to their ideas
on stancdards for the selection of ccnference leader: in
organizations, and so build u. Chart 8 on this subject.

The leader should then stress the impertance of self-criticism
and self-apprazisal on the conference leader's part, with
respect to his success in handling conferences, and the
importance of concern for his self-dcvelopment in his role or
job of conference lcading.

The leader may then rresent to the group examples of self-
criticism and sclf-development lzadership charts, run over
them with the group, and stress tie importence of actually
using them (Chart 25.

Conclusion of the Conference:

The leacder may then draw his conference to a conclusion by
pointins; up what the ideal situation is, snd by emphasizing
the three basic things which must, vithout fail, bc done by
the lecader in order to work cut a pattern as closely
approximating the ideal as possible. (Chart 10, Summsry:
Essential Things: The Idcal)

Before dismissing his group, the lecader should stress the

next conference will be a practice ceonference devotced entirely
to the preparation of a conference leader's outline by each
member of the group in the conference room. The lecader should
pass out, and run over briefly, a list of suggested topics for
possible choice by the confernes, as subjects on which to pre-
pare an outline, and possibly give a practice confcrence in
subsequent meetings,

Thon,.having distributed his chart summarics and suprlemcntary
materials, the leader will stend rcady to dismiss his group.
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Conference Leaders Traini:ng Course
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Chart I
Responsibilities of the Ccnference Ieader

Assembling material for training tepic from authoritative
sources.,

Studying an¢ arranging material ror treatment in cenference
outiine lorm.

Writing up conference cutlires on the teopics of training
programs.,

Scheduling, or assisting in the scheduling, of trzining groups.

Frosecutinu of traiaing nrograus, co>irsss and topies of
conferences in cccorlancze with the corterence method of
training,

Maintenance of records of training 7Iroups.

Keeping materials o©f ccnference topicc (2s fermulated in
conference outlines) up~to-date and accurate.

Self-development and self-zppraisel ns a conference leadar,

Preparation of reports on training activities and confer:rices,

Maintenance of skill os a coanference leader by practice or by
attendance a* conference lezder's training courses ~nd in-
service trsining snectinss.

Follow-up of training activities after completion of pnrogram
and by visitation to otier training meetings =hepmever roassible,

Maintenance of ceontinuing friendly raprort vith trainces,
in-so-far as possille.

Keeping hinself informed 2s a leader.

The conference leader is respoiusible to
a. His trzining group or corference,
b. His c¢wn sunervisor.
c. The orcunization of which he is & part.
s 33 - ‘ e s s e N . a
d., His collesgues and cc-workers in the training field,
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The Concept of Conference Leadership
With respect to the group, the leader's role is:
Passive (relatively), yef
Stimulating
Dirceting
Controlling

The leadership is a constructive erd helpful influence, not
a commnanding domiuncnce,

Definition:

Conference leadership is the stimulation of cdiscussion
on a definite subject and the direction end control of
the discussion towezrd the achievement of a specific
objective or vrurrose.

- 114 -
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Chart III

Ihings the Leader -Must Do.

(in the Conference -Situation)

Prepare each conference thoionughly.

Engender ciscussion and contribution.

Control discussion direct toward the objective,

See that all individuals participste, in-so-far as poscible,
Keep the group's interest uprermost.,

Exemplify confidence.

Be considerate of, yet firm with, incdividuals., .

sz all lepitimate deviers to foster the group's intevest.
Be alert and good humored.

Do effective charting,

Sumnmarize,

Transition, ,

Use wall charts and other supplement:ry aids, as deemed
most desirable,

Provide for adeguate substance-content in all conferernces,

Make advance and retrosrective allusions to cther 3ubjects
and materials, : :
Orient trainescs with regard to a proper ;erspective on
training,

Elicit, record and forward valusble suggesticns,

Treat all members of the group alike.

Terminate discussions arpropriately. ’

Recognize and acknovledge contributions.

Exemplify loyalty to the organization and¢ its officers.
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Things the Leader lMust Not D

Express his own opinions except very rarely and for
special purposes
Avq@id using such expressions as
"You ought to co";
"Don't you think";
"I think";
"I want you to";
"In my opinion',

Argue

Use sarcasm or ridicule,

Be toc abrupt or discourteous.

Talk toc nuch hinself,

Talk.too 1lcud.

Quibble,

Write long sentences (in charting).

Treat too much of abstractions.

Interrupt others.

Indulge in obstrusive mannerisns of gesture or movement,
Lose his temper. .

Become involved or excited,

re too heavy and serious,

Allow the meeting to run too much over time,

Pass out material without scme reference or explanatory
word concerning it,

Come 1l=ate,

Mention or talk about personalties.

Refer to himself.

Use the expression "IV,

Give out confidentisl information.

Introcduce or pernit discussion on contreversial topics.
Introcduce or permit discussion on cangerous subjects
outside the conference toric.

Give orders tc the zroup.
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Chart

<t

The_lLeaders Ethical Codz

. Sy amad—. o -

Fthics are generally accepted as heing the basic principles
of right action or the science of haren dnd .y3 moral science.
The leaders ethical coce iiry be defined as a s2t of zZeneral
princirles which the leader falls back upon in ceciding how
to deal with situation arfecting the right of others and

his own responsibilities.

RULES OF ACTION

1. Under no cirvrcumsiences violrte confidznce.
A. In owa organizaticn
B. WVith other organizations.

. 2. Be open minded about other peoples jobs and their
opinions.

3. Dissociate any avilitv that _you may have as an
expert from your job as conlference leacer.

4. Vhen credit should be given to someone else, see
that he gets it.
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Chart VI
Typical Situations Involving Use of the Ethical Code
SITUATIOIS OPERATING TACTICS
Grour members request privileged Emphasize the confidential
information. nature of the information
on a golden rule basis,
The leader is asked to give his Aveoid committing himself,
opinion as to courses given by -Refer them to authori-
outside institutions. ties on the subject.
Undersirable conditicns are uncovered The lezder h»s a responsi-
in connectior with the ccafearence bility to the management
work,., Shouléd the lendes bring it and tr the group. Ana-
to the attention of the management lvze the situation and
or side track it? take action. Action

should be governed by
his juvdgment of right
action.

In the long run, any confercnce leader'who stands squarely on
the ethical code wi1ll be better off than one who does not,
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A, The
1.
2.
3.
4,
5.
6.

B, The
1,
2.
3.
4,
5.
6.

SUMMARY :

16360

Chert VII
Conference Leaders Qualifications

leaders should have:

A knowledge of the subject to be discussed.

An understanding of teachinrg technique,

A considerable degree of intelligence,

Ability to think in concrete terms rather than in
abstractions.

Considerable breadth and depth te his thinking processes.
Leadership ability.

leader should be:

Able to makc good impressions on first contacts.

Able to take part in ar argument if necessary without
giving offcnse,

Able to excrcisc patience to a marked degrce.
Censistent in all relationships.

Able tc improve the attitudes and thinking processes
of othcrs,

A high grade individual.,

The personality of the leader is without question the
most important single factor which contributes to the
success of the confcrence. By closely observing his
own technique and the reactions that it creates in
others, he will ba able to scnse wihat steps should be
taker for improvement. The qualities that go to make
up o desirablc and effective pcersonality for the job
of conference leading can be dcveloped only by the
leader himself,
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A, Standards in Relation
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Chart VIII

General Standards for the Selection of Conference

Leaderg

In all cases of selection of cmployees for
training as Conference Lcaders, cmphasis
should bce placed upon the cxperience and
qualities of pcecrsonality outlined below.
The central importancc of the Conference
Leaders position in successful training
requires that particuler attention be paid
to these things.

0 the Organization

1.

3.

i"' !’*

Length of se

!c

- - el

It is assumed that the longer a man has served successfull;
in thc organization, the better his own adaptations to its
conditions, problums and cxigencies will be, the greater
his knowlodﬂc of its work, and the sounder his ability to
interprect tnb orzanization aind instruct others in its re-
quirements, Other things being equal, the prospectlve
Confecrence Leacer onould have bcen emplovcé in the
organization at lecast onec year.

Ixperience in the organization

A prospective Confercnce Leader should have a wide backe-
ground in fairly rcsponsiblc nositions within the organi-
zation. WHe shovld have a wealth and varicty of cxpcricnéc
in the agency.

A progressive record in the organization

A men who is to lead confcrence shovldhave first
demonstratcd his own c¢fficicncy in terms of his own
progress in work and responsibilities in thec organization.

e —— < —

A successful practicc exccutive

A Conferencc Leader in th'e organization musthave a
definite practical outlook on the problcnscomsidered in
training., lie must be ablc to deal in concrete things and
must not be too ruch concerncd with abstractions.

B. Confercnce Experience

16360

Considcrablc practice in handling confcrences with offic
staifs or ficld staifs on proccdural and operational
mattcrs will form an important part of thc equipment of
a Conferencc Leadcer,
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Chart VIII (continued)

C. Personal Qualities

1.

3.

D, Edues

Alcrtness, Vitality and Adaptability

Reasonable cnergy and drive and the ability te think
quickly and to adapt his personal reactions and ex-
pression to various conditions is desirable in the
Conference Léader.

Abilitv to get along with peonle.

A Confcrence Leader should be likable, suould be able

to win the confidence of the peonle he deals witn, and
should bc able to influence thoem construvetively.

iptural abilitv as a trainer

A prospective Confercencce Leader should have demonstrated
his capacity to train fcllowr employees hy his success in
dcveloping the people who have worked under him through
training in their spccific jobs and in their general
office siturtions.
cation

"The prospective Conference Leader shonld prefcrable be a
graduatc of a rccognized college.

E. Gencral Experiecnce

1.

16360

Teaching expcrience

Teaching expcricnce is desirable thouzh not essential.
Where indicated, at least two ycars oif it would be
preferable,

Business experience.

Successful experiencc in private business or private
industry, particularly with refcrence to qualitics of
leadership shown in the experiencc, will be a valuable
background for a Confcrence Leader,

Agency cxperience

Successful expericence in a supervisory capacity in manage-

mcnt work in othcr Fecderal agencics will be a good
aualifying criterioi for the prospecctive Confcerence
Leader. '

121



Bulletin No. 47

1.

o4
.

Lo.

‘ Chart IX

Self-Rating Chart for Conference Leaders

Date

How well was the discussion distribvrted? Did
most of the group members participate?

Did I aveid confusicn in tninking by stating
thc pvoblcm cle¢carly and cvmrc-stqtlng
crystallicing, and organizing tne p01a in
the discussion? Did I seem to know wicre I
was going?

To what extent did I hold the discussion to
the main topic by preventing side-tracking
and by getting it back after side-tracking?

How well did I let the group do its own
thinking withcut dowrinating the sitvatiorn,
talking too much, or constantly forcing my
own ideas?

How well did I accelerate the discussion by
rcturning qucstions tc the group, asking overw
hcad and direcct guestions, citing cases or
otherwisc sustaining interest in a resource-
ful mannecr?

How successfully did I deal with individuals
when faced with difficult situations - efforts
to monopolize the ‘loor, offensive argument,
or the introduction oI can rerous topiecs?

Hovr well were off-side or private conversa=
tions controlled and cvcryone's attention
centered on the points made to the group as
a vhole?

Was the blackboard work clear, ncat, and fast?

Did it clarify the thinking? Did I 1list all
the essential facts?

Did I maintain a ‘rlcndly, easy-going, ~nd
helpful manncr wanich commanded the confldenco
and respect of thL o*oup°

Did the dlSCUSSlon cover as nuch ground as
possible in the time available, in a thoroughd
going manner so that thc group rcally absorbe
it?
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Summary: Esscntial Tuoings: The Ideal

The objective is that stote of mind, attcntion and/or
knowledge which the lcader wants the group to develop
through the esichange of idcas,

STEPS TAKZY BY Tif LEADERS I SETTING UP THE OBJECTIVE

1. Dctoirmine wint ideas he wants the group to hnve at
the cnd of th. discussion.

2. Think out the prrticul-r guestions hc will ask and the
specific statements that he will mkc in reaching the
objective.

3. Determine the logical scquence of the matcrial contained
in the outlinc the le~der intends to use.

The idecel situntion is wherce the discussion is controllcd by
the leadcr in such a manncr th~t the group is not avare of
being lead ané wherc the reaching of the objective seenms to
bc the neturzl rosvlts of the discussiorn.
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AGENDA

Confercnce No. 6

The Confercnce Lesder

Confcrence Objective:

To gnin an understanding of "the confercnce leader".

Purpose of the Confercnce:

1., To survey the responsibilitics of tre conference
lcader, and definc confcrence lcadership.

2, To study thc qualific~tions of thc confirence lcadcer.

3. To survey the things hc must do, ~and thosc he nmust
avoid doing.

4, To study the confcrecnce leader's cthical code, and
situntions involving it.

5. To survey standards for thc sclection of conf:rcnce

leaders, and plans for thcir self-criticism and self-
devclopment.
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Suggested List of Topics

Cov’ B e

For the precparation of a confercnce
lecaders outline and for demonstration

confercnces

1. Rosponsibilities of thc supcrvisor (general).
2. Dcvelonment of unrderstudics.

3. Care of materials and cquipment.

4, Maintrnining disciplinc.

5. The swervisor as an instructor.

6. Regul-tions affccting FPEA employment.
7. Safety and accident prevention.

8. Compensation.

9. Employcr-employec relations.,
10, Giving orders.
11, Records 2and reports.
12, Planning.
13, Officc managcment.
14, The dissatisfied employvee,
19, Putting the right worker on the right iob.
16, Public rclations.
17. History, ains and purposes of the FPHA.
18, Officc manners.

19. The supecrvisor a~nc tiac new cmployee,
20, Job anrlysis,
21, Officce proccdures.
22. Leadcersoip.
23. Policy relnting to office functious,
24, Organizationol relationships.

25. Tunctional relationships.
26, Training.

27. Spccial responsibilitics of supcrvisors (with regard to
timekecping, leave, travel, and rclated subjccts).

28. Responsibility for propcrty.

29, Thc broader aspects of thc supcrvisor's job,

30. Rating ecmployees.
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Supplementary Materials

Confeorcnce No. 6 - The Conference Leade

Thc responsibilities of the conforence leader.,

To whom rcsponsible. MNature of respoasibilities.
The concept of confcrence lesdership.

A definition.

The confcrencc lenders qualificntions.

The importance of what is cnlled personality.

His influence a2nd rolc ns a personnel officer.
Summary of the things nc must do.

Summary of thc things he must avoid doing.
Surmnry of cardinal attributes.

The conf.rence leacdcers cthical code.

Principles of action.

Situntions involving thc applicationr of thc cthical code.
Standaras for thc selection of coafcrencce le~ders in an
orzanization.

The leaders sclf-development,

The lcnders sclf-cppraisal,

Sonic points for criticism.

Sclf-écvelopment leadersiiin carrts.

Somc points or tc leader in actiou.

The idenl situation.

Chart Summarics )
Agenda )
Supplementary matorials ) for issuance on

Suggested list of conferencc topics) Conference No, 6

Announcement of practicc meeting--Confecrence Moo 7
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FPHA

Conference Leaders Training Course

Washington, D. C,

Conference No, 7

Practice Conference on the Preparation
of the Confcrence Leaders Outline

Equipment Needed:

Large legal pad .

Two writing pencils with erasers

List of suggested conference topics

Model of the conference leaders outline on '"The Preparation
of the Conference Leaders Outline" (provided in Conference
No. 2 of the Conference Leaders Training Course.)

Exercise:

Choose a topic on the suggested list.

Write a complete conference leaders outline on it,

Follow the pattern of the model.

Include all the components of a typical conference leaders
outline,

Prepare chart summaries.

>

id:

Ask questions of the conference leader at any tine for
assistance in deteririning the content and the pat%ern
of the exercise,

-3
(e
3
o

1% hours.,
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Conference Leaders Training Course

Washington, D, C,

Conference No. 8
Practice Conference Leading

Group members are urged to participate in the demonstration
conference as constructively and helpfully as possible

in order to enhance the confidence of the demonstrator,

and to assist in an adequate discussion which will provide
opportunity to the demonstrator to use as many devices

as possible and move forward vitally with the conference
toward his objectives.

At the same timg, for their own interest in the demonstra-

tions, they should bear in mind the followirg points by

Yay of constructive criticism of the conduct of the
eaders,

Opportunity will be provided for discussion of the demon-
stration along the lines of these ten questions.

Points for Criticism:

1. Did the Leader clearly define the thoughts he
wishes to convey to the Group?

2. Were the questions well distributed:
3. Did the leader offer any opinions of his own?

4, Was the objective within the understanding of
the group?

5. Was the leader at ease?

6. Did he do anything 1o annoy the group?

7. How was the interest - high or low?

8. Yere the ideas developed or did the leader inform?

9. Did he succeed in getting the group to discuss
amongst themselves?

10. Did the leader attain his objective?
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FPHA

Conference Leaders Training Course

Washington, D, C,

Conference No. 9
Practice Conference Leading

A Note on Periodic Self-Appriisal fer the Conference Leader

7’

It will be recalled that in connection with Conference o. &,

the concluding conference of the regular series in the Conference
Leaders Training Course, on the subject of a Conference Leader,

a self-ratln& chart for conference leaders was provided (Cn“rt
Fo. 9, Chart Surmaries, Conference Fo. £).

Demonstrators at prac*;ce conferences should endeavor to rate
themselves with respect to the success of their conference and
their skill as leaders subsequent to their demonstration
conference in accordance with the points of this chart,

Conferees observing a demonstratlon conference may use the same
chart to gage the success of their colleagues in tae deronstration;
and theyv should use the chart for rating thcnselves whenever

they have occasion to give their first few confe;ences, and

from time to time thereafter over the ccurse of their conference

training work,

A periodic self-appraisal over the course of confinuing conference
work will be found advisable, along the lines of this chart or

of others similar to it. Such self-cramination will prevent

the leader from becoming over-confident anéd too routinized in

his conference practice and will save him from continuing in
errors or developing habits which he may not be fully aware of,

and which mev be disclosed for correction by such a pnrlodlc

check.
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Conference Leaders Training Course

_ ¥ashington, D, C.

O B, e E L - RS G EI . — —

CONFERENCE NO. 10

Practice on Problem Situations

By pre-arrangement with the group, tiie leader may take one

hour of the time of the last meeting for the setting up of

four tvpical "confercnce situaticns', to demonstrate for the
group their handling e£nc¢ resolution in terms of appropriate
devices, With tle cooperation of individual group members and
the group as a whole, he may set up situations such as the

four suggested below or any others he may choose to demonstrate:

(Note: 1In connection with each of the
followin~ situations, the group members
shouvld concider thesc gquestions:

VVhat cdoes the leacder do?

Does he try more than one device?

V'hat are the devices?

“'hicli one is best?

¥ith what success does the leacder
resolve the situation?)

1. A group rniember will play the role of a very talkative
individuzl who insists upon monopolizing the dis-
cussions and contributions.

2. Another group member will play the role of an indivi-
dval who apparentlv has a personal gricvance or problem
bacl: in his ovm office and insists upon referrirg all
points made in the conference back to his own problem,,
or telking about them from an obviously personal bias
or pre-occupation.

3. Another group member will play the role of a shy and
rctirineg individuasl, yot one who is apparently interestea.

4, The group 2as a wnole will act in unison os though the dis-
cussion h=d tapered off or run itself out and as though
they were gettinr disinterestcd, rcstless and desultory.

The leader mav take all these situations on himself and
resolvc them one after the other, =21lowing »bout fifteen
minutes for cach onej; or he may take onc or another of
them and ask for onc or more wolunteers irom the <roup to
handle, by way of dcmonstration, those he docs not him-
self undertake during the hour,

The remaining half hour of thc normal time allowed for
the tenth meeting mov be occupied with the written
quiz, which is also indicated for Conference No. 10.

-
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SUGGLSTIONS TO FACILITATE THEL SUCCLSSFUL DEMONSTRATICN
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F COIFEREI'CE PLOZLal: SITUATIONS AS

o
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Problem Situation No, 1 -- The Liscussion Monopolizer.
ubjec of t hypothc+1c~l conference -- Planning

Status of the conference on Planning -- cnnrt*ng is g01ng
forward on the follow1ng sub-topic: "What are some oi the
tnings which. enter into planning?" (Such trings as What?

How? Who? Yhire? ‘When?)

The next chnrting ~- subject to move forward to -- "Vhat are
sorie of the results ol poor planning?”

Suggested devices for ,werving the- situation away irom the

discussion monopolizer? \

a. The leader mav ask a direct question of some other group
menber,

b, Thc leader mav direct a leading gquestion to thc group as
a whole,

¢c. The leacder ray take timc to tell a story himself or to
cite a complpve case,

d. The lecader may have the group riove on tn the next chart
subject on other phascs of the confersnce,

e, The leader nay himsclf ignore the mononolizer andé pass
directly to the next topic taking the lead himself and
then swing the grouvp into it away from the nounopolizer.

Problem Situation No. 2_-- The Personnl Griovance Casc.
(One whio harps cin or refers all discussion Lo an obviously
personal problen),

Subject for this hypotheticul conterence -- Office Management.
Status of the conferonce -- discussion on "Miat are souc of

the things whizh ckharncterize good mrriagement?" (Variztion

of the work for all eaployces. All have cgual oppcrtunity

for changes in tihe worlk, ULwen load in work. Person2l interest
on t?e part of the supcrvisnr in the progress of individual
work).

Other topic of the confereace tn move on to - "In vhat ways
can the svpervisor show a personnl interest in ths employees
working with him?" :

Suggested devices for swerving the confereace away from the
grievance case:

a, Ask the indivicual straight out tn tell his gzgrievance
story and discuss it wa*i: the gronp and exnaust it as

: rapidly as possible once and for all and then leave it.

b. Turn the case as nc puts it, ovev fo the others in the
group and le* them ¢iscuss anﬁ exhaust it as rapidly
as possible,
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c¢. Take the initiative in moving on rapidly and carrying
the group with you into the next topic; leaving the
grievance individual alone for the remainder of that
varticul-r mecting.

Problem Situation No, 3 -~ The Shv and Inhibited Group lember.
Subject for the hypothetical confcrence -- Employer-Employee
Relations.

Status of the conference -- Charting and discussion on adjust-
ment of individual problems of ermployecs in relation to
employcr-enplovee relations. '"'hat is the nature of the
interest whiech the supervisor should take in the personal
problems of the employees?'' "¥hat sliovld he be prepnred to

do about them?" "“How far shovld ke go in connection with
them?" 'liow can he rcasc tensions and offset their effects

on the employec's work?" (Such things as occasion»l heart

to heart talks; by rcferring individuals to authoritative
sources, other agencics and othcr avenues of assistance; by
showings in his attitude that he realizes the significance of
the things whicih bothcr the cnployees -- being interested

and syrmpathetic. On the other hand, avoid bceoning involved
himself, BHe svre to point vp the necessity for full work
performance and cooperntion with the office; sain this by show-
ing somec constructive intercst an human brotherhood in connecte
ion with thc problem, whatever it mey bc, Le firm, yet kindly.
Lo not lean tco far %oward catering to any wealncsses employees
may show with respect to thcir own problems.)

Su~sested devices for lendin~s out tihe shy employee in connection
with this subject:

3. Aslt him direct questions slowl and gently, with a
svmpathetic and intcerested bearinm -- in order to-draw
hin out.

b, Have his irmmcdiate neighbeor-on eithcr sicde ask him
questions on suvbjects connected witi. the topic., (Did
the supervisor show intcrest in you after you were on
the job awhile?" "Vere you lc{t alonc too long without
any guvidance or contact witii yvour sup rvisor?" "Did he
ever ask you to cone in for a personal interview about
your worl. or things in general?")

¢, Move on with thc grovp, then ask a fcw direct questions
again--pley on the shy person for a little while,

d. oStop the situation then as fzar as he is concerned, and
move avav fro him in the group, letting him alone for
the remainder of tast period.

e, Nepent t'ids process ot subsecuent meetings on other
topics until he shows sirfns o o»nening up and standing
on i:is own fecet.
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%ubg ct of hypothetical conference -~ Avaidi 2 _lime,

v good planning of wark, by sufficient direct supervision,
by avoidance cf overstaffing, by equalization of load among
employees, by proper timing of prodnction schedules by
seeing to it thet materiuls and supplies are on hand as
needed.)

Status of the cocnference -- general charting and discussion
on abov2z points -- hut the interest of tiic group has lagged.

roblem Situstion No, 4 ~- Group Interest is Low,
ie

Suggested devices:

a. Tell a funny story to get the group in a g00d mood (like
the one about the warning sign for hunters vp in the
Catskills in Ne~ York State discovered by the Hational
Administrator o WPA on a field visit which the local
warden proudly pointcd out -- to the effect that, warning,
be careful, don't shoct until it moves, it may be a WPA
worker -- or any ‘other similar tvpe of story pointing out
idle time).

b. If the funry story doesn't work, tell a striking or
cramatic or exciting story, such as a railroad crossing
accident due to idleness on the part of a crossing
watchman.

¢c. The leader may wove about a bit and ~o into the groun and
approacn uvrne of the mcmbers directly and come close up to
him and stané directly ovar or along side of him and
ask a direct question or twe of the individual in that
relationship. ‘‘he group member will, as a matter of
courtesy, be obiiged to recpone to the guestion., The
leader may tren Go the same thing to two or three
scattered mcmbers of the ¢ioup until thiungs arc moving

- ‘again ghd the.group has become active., *(This‘must be
handled carefully and naturally and rcalistically, without
letting the group members see that it is a {eliberate
device,)

d. Change the subject altogetier, if nced be.

e, Move on rapidly with the zroup to a new subject by asking
a series of rapid fire direct questions, and getting up
and moving about and raising the vcice slightly, to throw
more vitality and interest into the situation.
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""" Confarence Mo, 10
¥ritte - The Conforence Lenders Training Course

Mame 21l the clencnts in the conforence situation,
Uncerline the throe most imnortant ones,

Yrite a coaprehensive definition of the term "confercnce",
Trom the point of view of conference traiaing.

List in order he ports of a confcerence leaders outline
“nC rhRe any Ve dcviﬂcs w-ich the conference leacer may
emplov. In w ch psrt of the outline wonld these devices
b2 indiceted?

Nome five tynes of chorts and prepare brief charts
exemr-licying any two of the five,

'ame three things *the conference leacder must do, taree he
should avoid ¢oing, and Tour of his major responsibilities.

Check thc correct answers to the following points:

Ths leader may run of £ the bleckboard whenever he
wishes, Ye&s o

— o o q— [ R O N

.The lead:cr ma— tell an untruth or mnlc a statement he.

kirows +to he Talse or mistaken, Ye o

.-— - . - - —— - o

The lercer mav say "Lon't you think...?" Yes No

- c—— —— o -

The leader shonld always change the vording of a eontribu-
tion vien he cheorts it on t-2 board. Yes__. . _Vo_ _ . __

Thz leadcr shonld begin his conference by asking a direct

“gu:istion of some indavidual b neme. Yes___ 1o

P —t o ——

In the folloving problcm situatiorscheck the devices best
to follour:

Bituation Deyices
One groun member meaopolizus The leader should tell
conuribviion, a c'to*ﬂy
“he 1w r should cite
’J. C '3. . )

“he leader sirould asXkX a
lcnding guestion of the
group.

"he leadcer should ask a
¢irect guestion of an
indivicual,
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b. Discuszsions have lagged and If sitting down, thc lead
the group scems uninterested. should get up.

The leader should ask a
“ivpot aquestion of
ipdividanl

Tho leadoer saould tell a
cnae,

The fcader should ask a
groap naaber to tell a
case,

Tho Zecder should swararize
points slreadv made,

Intra-provp Ciscnssion very The icacéar should suvrmarize,
lively =nd nrgvncutative and The leaGer enould turn his
points arz coriag too Sast. back te the croup and wvork’

or thi¢. honrd ¢» become
obsorwd in tis notes,

The iooader st onld intoerrupt
“nlra-j““lo drscussions or
‘ions boing nnde,
21oahould have a
mhzr address o

Y te a cnse to the
croup as a whole,

Pfame five qu11itics of the corfcrence leader arnd five
attributcs necde d for proparing gool conference lenders
a*]:n 8.

Vit rov widorstane by Ye dosirable parspective on training"?
Wy iasorteatt  tow holwiuvl bo the Froun? hou achicved?

ode, Name threce

Dcaori‘v trhe copforansa ¢ 1c¢
- ~a¢ telil whnt conference

gitiatiotg wnieh wny Laolre
loacers shoald o i eren sitnn tl)u.
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